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ABSTRACT 

Staff development is a requirement adopted by the 
Oregon Board of Education in the elementary/secondr y standards as 
well as in state statutes. The purpose of these guidelines is to 
assist local Oregon school districts* board members and 
administrators in meeting staff development needs.. The contents are 
suggestions; final responsibility for interpretation anu application 
rests with local administrators. Major conditions that must be 
addressed in staff development programs are the needs of the 
individuals as they work toward their personal goals, and the needs 
of the districts as they work to develop greater excellence. This 
publication considers (1) the roles of the board and administrators; 
(2) basic guidelines to be considered; and (3) wellness of employees. 
The guide concludes with instructions to districts to institute an 
evaluation plan for their staff development programs. Appendices 
contain applicable statutes and rules, definitions, a sample model 
policy for a staff development program, a brief bibliography, sources 
of assistance, and a checklist for evaluating the staff development 
plan. (MLF) 
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FOREWORD 



The purpose of these guidelines Is to assist local school districts, their 
board members and administrators. In an orderly approach to meeting staff 
development needs. This Is a high priority activity that school districts 
must provide In ^ .er to select, Improve and retain employees so that the 
best possible se :e may be provided students in Oregon schools. 

This document was Jointly prepared by the Personnel Management Advisory 
Committee of the State Board of Education and the Oregon Council for 
Continued Professional Development, an Interagency council with membership 
representing the Department, higher education, teacher groups and the Oregon 
Educational Coordinating Commission. Both groups; are to be commended for 
providing thib fine statement on the present need for Improvement as outlined 
In the Oregon Action Plan for Excellsnce. 

The contents of this document are only suggestions for school boards and 
administrators. Each district should develop Its own policies and procedures 
which will best reflect Its needs. Final responsibility for Interpretation 
and application rests with local administrators. Legal advice should be 
sought as the guidelines are prepared locally. 

Members of both groups are Interested In your comments for Improving and 
updating this publication. If you have guestlons or suggestions, please 
contact the Personnel and Legal Section of the Department of Education, 
378-4772. 



Verne A. Duncan 

State Superintendent of 

Public Instruction 
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WHAT IS PERSONNEL DEVELOPMENT? 



Wh at 1s U an about? 

School board members and administrators all accept responslbmty for staff 
development. In practice, however, efforts to design such programs range 
across a wide variety of programs, probably growing more out of opinions 
held by district leadership than on factors such as staff needs, available 
resources, district size or location and research studies. But recent reports 
emphasize the Important role of employees In the Identification of needs and 
the design of programs to meet these needs. 

Staff development is a requirement adopted by the Oregon Board of Education 
In the elementary/secondary standards. This requlrer^ent Is supported by 
other Board rules and by state statutes, and Is also found In various parts 
of the Oregon Action Plan for Excellence. Districts will be expected to 
Improve the programs that they plan and Implement to meet these requirements. 
See Appendix A for the exact language. 

There are many ways to describe the personnel development procedures now used 
by school districts. There are those that describe a situation as It now 
exists, and there are others that describe conditions as they might exist or 
as we would want them to exist. The following Scenarios 1 and 2 demonstrate 
little attention to staff needs and the expectations of the state for Improve- 
ment of personnel programs. Scenario 3 represents a different approach. 



Scenario No. 1 

MAybelline School System 3J is one of the elementary districts that transfers 
students into Hillcreek Union High School. Maybelline consists of two elemen- 
tary buildings of about 220 students and a middle school of 275 children. 
There are 39 teachers in the district. 

On August 2 the superintendent and principals met in the middle school 
library, which functions also as the district's boardroom, to plan for the 
opening days of the new school year. One of the principals remembered 
hearing a very dynamic speal^r at one of the Confederation of Oregon School 
Administratois' (COSA) workshops held the previous spring. The workshop 
topic was "Teaching Your Hay.'' The superintendent offered to make a tele- 
phone call to see if the speaker would be available. The principals began to 
outline the program for the inservice day. One principal suggested contact- 
ing the high school to see if a joint inservice day might be arranyerf <ind 
volunteered to make that call. It was suggested that the other two small 



'"Personnel," "professional" and "staff" are used Interchangeably In the 
development programs presboted In this document. They are meant to 
Include all employees. 
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elementary districts might be interested in this program too. This would 
cut down on the costs to Maybelline and gi^e u sense of unity to have all the 
teachers together for a day. 

So it came about that 88 unprepared teachers and six administrators grifh^red 
on August 29 for coffee, lecture and luiich in the Millcreek auditorium. The 
administrators now felt that staff development needs for the year wert^ met, 
and turned to other things. 

Comment : There was no staff Involvement, no Identification of staff or 
district needs, no preparation of staff for the speaker and no planning to 
build the programs Into other year-long activities. 



Scenario No. 2 

Principal Tom Brimner looked at the stack of papers at his left and the list 
of names in his hand. He was over halfway through and hoped that the whole 
process could be finished by the end of the week. 

There was a light tap on the door and Tom motioned the art teacher to come 
in. "HtM have these first two weeks been?" Tom asked. "Fine. We* re off to 
a good start," was the reply. Tom got right to the business at hand. "I see 
you have the form we sent around. What have you identified as your goals for 
the year?" The conversation went on for another five minutes, Tom making 
notes on the form whirh was already signed by the teacher. After offering 
his help, Tom rose and moved to the door. By the end of the week, he had met 
with all employees, and with a little careful monitoring over the next few 
months, the district' s professional development needs would hn met. 

Comment : There was no reference to teacher-Identified needs and plans for 
the year, which had already started. The major emphasis In this procedure Is 
an evaluation which Is not necessarily related to staff development and the 
needs of the district. 



Sc enario No. 3 

(Note: Look for the difference between this Scenario and Scenarios 1 and 2.) 

Jeff Stone, Al Waters and Roger Bales were sitting on a log near their camp- 
fire just a few yards from the edge of Lake Marie. Jeff and Al had IS years 
of high school teaching between them, 7 years more than RoKjer had as a build- 
ing principal . This was the second fishing trip the three had made together 
this sumaer, and they felt pretty close as the day slipped qaietly rtway 
through the valleys. 

As it often did, the talk kept vacillating between fishing and school. 
Tonight, Roger seemed to be doing some fishing of his own. 

"A couple of board members asked me if teachers were careful about self- 
renewal and professional growth," Roger said to the fire. "I told them some 
are; some aren't." Al Waters nodded agreement but said nothing. "They 
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wanted to know how the board migh^ be of more help,** continued thp principal, 
"Hhat do you guys think?" That started a three-way discussion that terminated 
only when the three men went off to rf ^'^ tents and sleeping bags. 

After returning home on Friday afternoon, Roger, the school principal, opened 
his pocket notebook to review his notes of their conversation. 

It was In the form of a list: 

o Let's get away from a focus on teaching strategies as the onJw area of 
concern . 

o Why riot concentrate on excellence? 

o That means program Improvement, And that requires program assessment so 

we know where we're strong and not so strong, 
o How do we do that? Maybe concentrate on one or two programs first, 
o The board could supply us with a researcher from the college to help 

design the assessment program. This wllJ tle-ln nicely with the new 

standard from the State board on district evaluation and planning, 
o We need to get suggestions of assessment strategies from teachers- Jeff 

and Al will get a volunteer group—let' s not call It a "quality circle" - 

rather a project board or project cormlttee, 
o As we Identify program weaknesses , and decide what to do to overcome 

them, we plan professional development; the board needs to be In at the 

beginning to prepare for support costs, 
o All this will take time; we should develop a two- to three-year plan and 

regularly levlse and update this plan, 
o It Is essential that this be a teacher-oriented, teacher ^dl rected . program 

^d outcome- focused operation, 
o We will want to set up a similar model with noncertlflcated staff, 

Roger thought about all the work ahead. He guessed that Implementing his 
notes would be what it takes to begin to meet the professional development 
needs of his school and district. 

Comment : This document starts with the assumption that Scenario 3 1s the 
approach that begins to describe an adequate staff development program. The 
emphasis of Scenario 3 Is that the goal for all staff development programs Is 
the Improvement of Instructional programs and that growth cannot take place 
unless there Is a willingness on the part of employees, both collectively and 
Individually, to assist 1n planning and finding value In the results of a 
staff Improvement program. 

Many employees, both teachers and support staff, are well prepared and are 
doing a fine job In meeting the needs of students and districts. But It Is 
also necessary for them to keep up with changing times reflected within the 
school district environment and through the needs of the people of the state 
as determined by the Oregon Board of Education. The following Is designed 
both to respond to current changing conditions and to anticipate, In part, 
the requirements and standards the Board may set as well as possible statutory 
changes by the Oregon legislature. (See Appendix A.) 
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WHAl IS THE INTENT OF THIS DOCUMENT? 



School board members and administrators will now be aware of the need to plan 
wisely to meet the requirements of Oregon statutes and State Board rules. 
District leadership will be aware of the need to Involve all employees In the 
Identification of district and school program needs, and their own Individual 
and group staff needs. 

The solutions to these needs must address these phases of staff development: 

0 The needs of the district and school to meet changing times, the chal- 
lenge for excellence and the Improvement of Instructional programs and 
activities. 

0 The needs of employees to grow as Individuals and as competent persons 
who are able to carry out the desired Improvements In Instructional 
programs . 

0 The needs of the district to assist employees In all possible ways to 
become and stay Veil 

0 The need of the district to plan and Implement an Instructional evaluation 
program, parallel to one which evaluates staff. 

0 The need of every district to establish orientation for new employees to 
the schools. 

Th1s^ the first In a series of pub i Icatlons, presents the basic Issues on 
st aff development. It Is not the intent here to discuss these matters In 
depth. This will be left to a series of subsequent publications that will 
provide technical Information, the findings of research, the models found In 
ot her districts and states, and Information that will help board members and 
dis trict leadership to better plan. Implement and evaluate these phases of 
th eir programs. 

The roles of the district board members and the administrative leadership 
must be clearly defined and carried out to assure success In the program of 
staff development. It Is Important to note again that this document has a 
particular bias. That Is the tie between Individual staff development and 
program development which considers the needs of all employees: those who 
require certification and those who do not. This tie Is complicated to a 
degree because those who are assigned to a position requiring certification 
are subject to a set of Oregon laws that apply only to them and. If at all, 
only by Implication to noncertif Icated personnel. It 1,, anticipated In this 
document that all employees will be considered and affected alike. A check- 
list designed to assist districts to develop Improvement programs Is In 
Appendix F. 
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WHAl ARE THE FACTORS THAT AFFECT STAFF DEVELOPMENT? 



Staff development programs are always Important elements 1n the total plans 
by whkh Individual employees and the school district carry out activities 
leading to Improved Instruction and personal growth. It Is Important to note 
that there are two major conditions that must be addressed: the needs of 
IndWIduals as they work toward their personal goals, and the needs of the 
dUtrict as It works to develop greater excellence In the programs that are 
provided for students and Implemented by Its staff. These concerns should be 
kept In mind as the following material Is presented and described. 

Chart 1 from Teacher Career Stages; Implications for Staff DeveUiPtm»nt . 
Peter J. Burke, Ralph Fessler and Judith C. Chrlstensen, Phi Delta Kappa 
Fastback No. 214, 1984, shows how these differences interrelate and what each 
contains. While the content Is aimed at "teachers," It presents factors that 
apply to the needs of alj. employees. 

Chart I. A model of the stages of the Teacher Career Cycle and the 
environmental factors that affect It. 




No matter what the district Intends or what It iiay require of Its staff, each 
employee 1s a different Individual who has special needs and goals and differ- 
ent reactions to the environment In which he/she lives. This ^s shown In the 
chart by the circle A for the "personal environment," which Includes the 
forces that at least In part are at work outside the control of the district. 
The "environment" plays a major role In the career development of the Indi- 
vidual, as shown In B, the "career cycle." Those are the factors that Influ- 
ence one's personal aspirations for growth and movement up a career ladder. 

The circle C shows the factors that work within the district and Its schools. 
Here are the persons and organizations that Implement the Intent of the dis- 
trict, with suggestions of the various roles that they play. The organiza- 
tional environment Includes the community that relates to the district. Its 
schools and employees. It suggests that a well-des1:ined "career ladder" 
enhances both personnel and programs. 

This publication addresses the: 

0 role of the district and administration 
0 basic guidelines to be considered 
0 wellness of employees 



1 It should be remembered that what follows are SUrQESTIONS, 
' District staff, the school board and legal counsel, as well 
as iAput from district residents, should all included in 
' arriving at decisions for the use these suggestions. 



WHAT IS THE ROLE OF THE DISTRICT BOARD AND ADMINISTRATION? 



The key element In the planning and the Implementing of a program for both 
organization and staff development Is the commitment of the local school 
board and the administration to the Intent of the program. School distilct 
board members and administrators must be Interested In the matters discussed 
In this document In order to meet statutory and rules requlrenents and to 
work with employees In a humane and responsible manner. 

The school district board should require that a p«^ocess be established to 
develop, for board approval, the policies and procedures designed to accom- 
plish the goals that are outlined on these pages. The board should adopt and 
Implement policies end procedures 1p a manner that assures the Intent will be 
reached. Policies and procedures, once adopted, should be subject to regular 
review and monitoring to be sure they are accomplishing the expected results 
and that requirements and conditions have not changed. See Appendix C for a 
sample model policy. 



The superlntenaent as the district educational leader must show by what Is 
said and done that complete support Is given to staff needs. The same Is 
true for other district and building level leaders. The role of the prin- 
dpal Is generally agreed to be the most Important In the Implementation of 
district programs. A recent study found that many principals give a high 
priority to professional development as an Important part of the district 
program. 2 

School boards and superintendents should provide opportunities for building 
administrators to receive the necessary training and time to carry out this 
Impo tant leadership role effectively. 

Current research Indicates that staff development should be anchored to pro- 
gram Improvement. This focus departs from previous views on staff develop- 
ment. The evidence Is not clear that Improving the effectiveness of Indi- 
vidual employees will have a major 1:..pact on the effectiveness of school 
proqirems. In a loosely coupled system, such as schools, It Is hard to add 
up Individually selected staff development efforts and show consequences for 
program Improvement. However, It Is a basic and reasonable belief of the 
sponsors of this document that the proposed staff development procedures will 
lead to Improved Instruction for and learning by students. 

A major decision In the process of sta^f development by the administration 
and board Is the emphasis that should be given to the three elements of 
Improvement which are Included In this document. These elements are the 
Instructional development needs of the district, the professional needs of 
staff and the wellness needs of all personnel. 

While the consensus In this document Is emphasis on Individual development, 
the Improvement of program content should also help achieve the alms of 
education programs of the district. It may be easier to allocate funds to 
Implement these activities when this relationship Is made clear. 

An Ideal staff development program will require the district to provide 
regular staff management functions. These start with the announcement of a 
vacancy and continue through the process of obtaining appllcatlrns. Inter- 
viewing applicants, deciding whom to employ and their placement, professional 
and personal development, regular evaluation, promotion and, finally, assis- 
tance at the time of retirement. These are described In the various earlier 
publications of the Personnel Management Advisory Committee (see Appendix D). 

Therefore, an orientation plan should be developed with advice from all staff 
groups. It Si.ould Include consideration for the Introduction of strangers to 
the community served by the district and school, the physical plant and the 
education programs. These can be prepared In writing and sent to new staff 
after contracts are signed and when copies of the contract are returned to 
the new staff members. 



^Duke, Daniel and Richard Stigglns, "Evaluating Principals in Oregon," 
unpublished research conducted In part under contract 400-83-005 with the 
National Institute of Education, October 1984. See also the COSA Special 
Committee Report on "The Role of School Administrators In Improving Instruc- 
tion Through Staff Development, Larry Hibbard, chairman. 



Next, billding principals win want to have a carefully prepared procedure to 
help new staff as Individuals become aware of the special needs and conditions 
that exist In the assigned school and of any unique features of their assign- 
ments. The orientation to the school as a program as well as a building Is 
very Important to the effective and speedy Integration of new staff members. 

The step ueyond orientation In the district Is focused on professional 
Improvement. A school-ba^^ed staff development proyram for employees Is 
Intended to give them the assistance they need to function effectively In 
an ever changing, ever more demanding school environment. The program Is 
Intended to serve experienced as well as Inexperienced employees, and those 
working In newly defined positions such as Implementing new Instructional 
programs, or modifying disciplinary programs. Specifically, such programs 
are to bring about: 

0 Improved existing school programs 

0 Effective Job performance 

0 Implementation of new school programs 

0 Job satisfaction 

0 Career development 

0 Maintenance of professional and personal skills and attributes. 

School-based staff development programs often depend heavily upon colleagues 
helping colleagues. One program may provide for a year-long "Internship" for 
a beginning teacher. A program may also provide for pooling talent and expe- 
rience across grade levels or subject areas within a school, across schools 
within a district, across districts within a region, and across agencies 
serving schools— Including ESOs and Institutions of higher education. These 
resources needed to Implement an effective staff development program will 
then be available to all districts. What Is proposed Is simply a means of 
organizing and giving focus to these resources In a manner that supports a 
comprehensive staff development program within a school. 



WHAT BASIC GUIDELINES MUST BE RECOGNIZED? 



A school district that wishes to engage In a careful study of Its present and 
possibly a new staff development program will want to consider the following 
suggestions. As pointed out In the third scenario, the emphasis Is on the 
concept of "staff development" as the way to Involve all personnel In appro- 
priate district supported programs. 
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The following presents crucial factors to consider In a staff development 
program:^ 

1 . The most critical decision Is to link staff development to progra m 
Improvement as described In Scenario 3 . 

This will give emphasis to the Joint and equal roles of both Indi- 
vidual development and program Improvement. 

2. Staff development must focus on the school as the workplace . 

Staff development programs must recognize, respect and address the 
practical nature of teaching and the places where such work occurs. 

3. All employees should be represented In planning and Implementing 
school district activities . 

Governance procedures are needed that reflect the legitimate claims 
of Interested parties to have a voice In making decisions about 
jtaff development. This Is a complicated challenge, requiring 
creative Ideas and compromise among the various Interested parties. 

4. The building principal \% critical to school Improvement efforts and 
must participate In and support staff development programs . 

Effective principals are exceptionally clear about the priority they 
hold for encouraging student achievement. They are willing to per- 
sist In the face of considerable frustration over long periods of 
time to promote this priority and have the necessary training to , 
accomplish this goal . 

A program that Is linked only with the principal may be difficult to 
Implement. One way to reduce this problem Is to broaden the concept 
of who provides the leadership and to promote a leadership role for 
other school staff members. This could Include other building admin- 
istrators, master teachers, or those who have demonstrated leadership 
skills. Central office personnel may also be appropriately Involved. 

5. There are many additional questions district administrators need to 
address when designing a school-based staff development program. 

a. Being clear about the problem to be solved through staff 
development, and the outcomes to be achieved through It. 

b. Being clear about the design and operation of the program. 



A district wishing more Information on these guideline Items may obtain 
help from the Proceedings of a seminar, "Perspectives on Staff Develop- 
ment: Implications for Oregon's Collaborative Approach to School Improve- 
ment." It was sponsored by the Oregon Council for Continued Professional 
Development and the Oregon Department of Education, supported In part by an 
Andrew Mellon Foundation grant and held April 1984. 
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c. Being clear about the costs associated with the program, and how 
these relate to the benefits expected from It. 

d. The kind of evidence that Is to be collected on program costs 
and benefits, and what Is to be done with this Information. 

e. How decisions are to be made about continuing or discontinuing a 
program once It has been Implemented, and who Is to be Involved 
In these decisions. 

6. Adequate time and resources must be provided for staff development . 

Time for staff development must be made available for employees and 
must be Implicit In all Job descriptions In both Individual develop- 
ment and program Improvement. 

7. Staff must be approached as adult learners . 

Approaches to adult learning Include provision for mutual Inquiry 
and planning, self-direction, and self-diagnosis and evaluation. 
Adults are motivated by needs and tend to use experience as a factor 
In developing solutions. 

8. The use of research findings Is Important In staff development . 

a. The challenge to use research Includes four separate parts. The 
first Is to have staff development programs convey research to 
staff and to help them translate the results, adapt selected 
processes and convey attitudes of research Into classroom action. 

b. A second Is to apply the findings of research to the practices 
of staff development. 

c. A third Is to gather data on the school and district character- 
istics and operations. 

d. A fourth Is to Integrate the processes and attitudes of research 
Into the work of all employees. 

9. District development programs must recognize and respond to transi - 
tions In the development of employees . 

A tremendous gap separates the experience, training and education 
necessary to be an employee, and actual practice. Staff need 
S'ipport during times of change In their professional lives: passage 
from student to employee, from experienced to master employee or the 
transition to other roles. 

10. A high degree of cooperation must be developed and used between the 
school ard community leaders, business and services groups, the 
facilities In these agencies and Individual skills and experiences . 

Many school districts have developed programs Involving "partner- 
ships" between the school and business community. Such partnerships 
enables personnel from the school and an agency to Interchange pro- 
grams and services. 
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• "EMBER - ALL REFEREHCES TO TEACHERS, ADMINISTRATORS AND 
OTHER SIMILAR LANGUAGE APPLY TO ALL EMPLOYEES, CERTIFICATED 
AND SUPPORT (CLASSIFIED) 



WHAT IS A DISTRICT WELLNESS PLAN? 
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An additional concept that Is of growing Importance concerns staff wellness. 
It Is a new service that many districts are now providing all eaployees. It 
may be Important to the district staff development program* The following 
Infon^tlon will be helpful for understanding the Idea of "wellness," 

When new employees are assigned and start their work wUh the district. It Is 
assumed that they enter employment In good "health," A person who has Just 
completed training or Is otherwise first qualified for employment Is usually 
young. It Is also expected that good health Is one of the characteristics of 
a person who has changed Jobs or coming In from another district, 

A major reason for wanting employees who are and remain In good healths- 
physical, mental and emotional— 1s that without this It will be very difficult 
for a staff member to carry out the dally responsibilities expected of them. 
Good health Is also a sign that good relationships have been developed between 
employee, student and fellow workers. 

The challenge that a district has Is to help the employee, all employees, to 
retain the good condition In which they first came to the district. The many 
factors that enter Into the maintenance of good health are physical, emotional 
and mental health, and are described on page six, cycle A, 

The following lists some of ^-he conditions that may effect the maintenance of 
health: 

Marriage Illness of loved one 

Birth of children Personal Illness 

Inheritance Financial loss 

Religious experience Legal problems 

Completion of advanced degree Abuse In the family 
Death of loved one Crises of friends and relatives 

Divorce 

All of these may have an effect on the morale of employees and the efficiency 
with which they carry out their work. It Is In the Interest of the district 
to help Identify problems and assist In the reduction of the severity with 
which they Impact on staff. It Is wise and worth the effort to do this In 
order to return Individuals to earlier levels of performance and to retain 
them In the district as effective employees, 

n 
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How Are Healthy Conditions Halntalned ? 



Halntenance of good health Is becoming a very common concern for school 
districts In Oregon. A model may be found In Industry and other private 
enterprise groups. 

A start can be made by a district Interested In maintaining high health 
levels by making It a part of the staff development programs as outlined In 
the strategies presented on earlier pages. Staff committees that Identify 
the need, define the type of need, and propose programs to meet these needs 
will make It possible to have the district plan become the staff plan. 
Upward flow of activities and decisions Is always Important. 

A "wellness" program addresses one or more of the following needs: weight 
loss, stress management, nutrition problems, mental health, release from 
tension or stress. It would also Include problems related to overuse of 
drugs, alcohol, staff smoking and other problems related to the general 
morale of the employee. 

One of the goals that districts have set In the use of these maintenance 
programs has been the desire to reduce absenteeism. Major research on this 
matter was reported by the Educational Research Service In a Research Brief 
completed In 1980.* While this was prior to most of the current attention 
to wellness. It Is a useful source of Information. It Is obvious that a 
district that reduces the amount of staff absenteeism will also reduce the 
demand on the district budget for the payment of substitutes. Stress and 
anxiety were found to be a major factor In absenteeism. 

Districts can help reduce stress by: 

0 Increasing the effectiveness of communications with adequate feedback. 

0 Providing staff Improvement programs. 

0 Providing for employee participation In decision making. 

0 Providing recognition programs and Incentives. 

0 Providing for a balance between stressful and relaxing duties. 

0 Clarifying goals, objectives and priorities of the district. 

0 Providing professional growth opportunities. 

0 Providing breaks. 

0 Reducing the use of school bells. 

0 Providing a work station (classroom) that Is comfortable and free from 

temperature control problems. 
0 Conducting regular checks of building and grounds conditions needing 

attention. 



^Employee Absenteeism: A Siunnary of Research, Research Brief, Educational 
Research Service, Inc., 1980. 
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A more complex concern that employees have Is how they may manage their own 
personal concerns Involving stress and emotional problems. The diagnosis of 
the problem and the assistance that a district may provide In both the diag- 
nosis and prescription of treatment Is a highly technical activity, it should 
be provided by an external agency. 

A number of districts may cooperate In the development of a program. The 
leadership of the education service district or other strategies for coopera- 
tive efforts through self-Initiated consortia may be a useful approach. Some 
districts, alone or In concert with others, have entered Into contracts with 
private groups or organizations skilled In the analysis and prescription that 
Is necessary. Occasionally, such a group may be formed In response to a call 
for such a service by districts that agree that the solution of these problems 
will be beneficial to the district. Some districts having a staff development 
program at the time this publication was Issued are Included In Appendix E. 

A district that wishes to Initiate an employee assistance program can do so 
by contracting with a private, professional organization that carries out for 
the district the details of the program of diagnosing, advising and prescrib- 
ing corrective procedures. Once employed, district staff members are likely 
to react positively to an Incentive program that Is designed to retain them. 
The fact that such a program Is provided by the district will help In 
attracting applicants. 

The district program that provides opportunity for employees to grow and 
receive promotion within the district may also be a factor In the maintenance 
of good morale. Some districts define this as a "career ladder" and have 
mctde It known to their current, as well as prospective, employees. It may be 
oart of a wellness program. 



SUMMARY 

1 



It Is In the best Interests of students that able persons are employed, that 
they are properly placed, that they are helped to obtain experience and 
greater skills to assist students to develop, that they are promoted as 
appropriate, and that they are helped to overcome personal problems that may 
effect the quality of the service rendered. 

It Is obvious that our major focus of attention Is on the entire staff: 
teachers, administrators and all support personnel. There are constantly 
changing groups within the total staff that must also be considered. Some of 
these are: 

0 The employee whose orientation Into the district and school requires 

special attention. 
0 The first-year employee. 
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0 The experienced employee new to the district. (Both the new and the new 
experienced employee need help In becoming acquainted with the demograph- 
ics of the district and school, the building as a workplace and the class- 
room as a workstation.) 

0 The employee of the district who Is given a new assignment or placement 
on the dIstrUt career ladder. 

0 The fine employee who has fallen below prior levels of performance and 
who needs help to recover these skills. 

0 The marginal employee whose performance Is not at the level expected by 
the district. 

It may be noted that this publication does not directly address the needs of 
the marginal employee mentioned above. However, It Is quite possible that 
what Is described on the%e pages may help such persons to Improve and become 
satisfactory employees. 

All Individuals can be an asset to the district If they are assisted In 
appropriate ways to move upward to higher levels of excellence and under- 
standing. It Is worth the effort of the district to assist In making this 
possible. The concepts formulated on these pages have been prepared to help 
districts carry out these options. 
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HOW EFFECTIVE ARE THE DISTRICTS' PROGRAMS? 



Each school district should Institute a program evaluation plan which 
addresses the content of this document. It should Include both the Program 
Improvement and Staff Development programs. A checklist to help a district 
determUie Its progress may be found In Appendix F. 



Staff Development 

1. The existence of the state-required 
job descriptions, performance 
standards and Individual teacher 
performance goals provides a frame- 
work around which the district may 
build Its staff development program. 
Each district's standards are 
expected to state clearly the cri- 
teria for performance for employees. 
Staff development should be an 
effort to maintain and Improve 
skills In one or more of the areas 
listed In these standards. Indi- 
vidual employee growth programs 
should be related to performance 
standards. 

2. Identifying the bvneflts to 
employees that derive from the 
program through addressing the 
following concerns: 

a. What evidence Is being col- 
lected on the effects of the 
program? (If none has been 
collected thus far, are there 
plans to do so In the future? 
What form will this take?) 

b. How long has evidence on effects 
been collected? 

c. Who has seeii this Information? 
How has It been used? 

d. Apart from evidence that has 
been collected on effects, has 
the program seemed to make a 
difference? Has the problem 
that gave rise to the program 
been taken care of, or at least 
reduced? 



Program Improvement 

1. The evaluation procedures are part 
of program evaluation and should 
Include diagnostic elements to be 
used for further goal setting. 

2. The characteristics of quality 
Instruction will guide the staff 
and administration In the evalua- 
tion process. These characteristics 
should be developed jy: 

a. Becoming familiar with the 
educational literature about 
effective performance and 
leadership. 

b. Surveying effective models. 

c. Involving all participants, 
employees, unions ^ parents, 
administrators, students, 
business and Industry In deter- 
mining the criteria. The cri- 
teria should Identify desired 
behaviors of staff and 
administrators. 

3. The development and Implementation 
of an evaluation model can be made 
by: 

a. Finding or developing a model 
which most closely fits the 
district's goals. 

b. Developing or adopting the spe- 
cific standards or forms to be 
used. 

c. Identifying sources of assis- 
tance (Oregon Department of 
Education, Education Service 
Districts, Northwest Regional 
Educational Laboratory, etc.). 
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e. Are the services provided 
through the program of high 
quality? How could they be 
Improved? 

Determining the next steps: 

a. Does the program appear to be 
valued by faculty and adminis- 
trators? Is there support for 
Us continuation? 

b. Is the program likely to be 
maintained In Its present form, 
or Is It likely to be modified 
or terminated? 

c. If the program Is to be modi- 
fled, how Is th's to be done? 
What role will teachers have 
In Its design? Building 
administrators? 

d. If the program Is to be 
terminated, who will make the 
decision to do so? What role 
will teachers have In this 
decision? Building 
administrators? 

e. See checklist. Appendix F. 



d. Including In the formal evalua- 
tion process the requirements 
of state law. 

4. The Implementation model. This 
should Include: 

a. Training of all staff and 
administrators In the process 
so expectations are clearly 
Identified. 

b. Identifying evaluator 
responsibilities throughout the 
district. 

c. Preparing target timelines. 

d. Identifying the Individual 
experiences that should be 
frequently evaluated- 

e. Providing for evaluation Input 
to Include not only one's 
superordlnates but one's 
subordinates (students provide 
feedback to teachers, teachers 
provide feedback to principals, 
principals provide feedback to 
superintendents), 

f. Using a checklist for annual 
review of the program. See 
Appendix F. 
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APPENDIX A 



Statutes and Rules 

352.850 Teacher evaluation; form; personnel file content. 

(1) The district superintendent of every school c^lstrlct, Including super- 
intendents of education service districts, sfiall cause to have made at 
least annually but with multiple observations an evaluation of perfor- 
mance for each probationary teacher employed by the district, and at 
least biennially for any other teacher. The purpose of the evaluation 
Is to allow the teacher and the district to determine the teacher's 
development and growth In the teaching profession and to evaluate the 
performance of the teaching responsibilities. A form for teacher 
evaluation shall be prescribed by the State Board of Education and 
completed pursuant to the rules adopted by the district school board. 

(2) (a) The district school board shall develop an evaluation process In 

consultation with school administrators and with teachers. If the 
district's teachers are represented by a local bargaining organiza- 
tion, the board shall consult with teachers belonging to and appointed 
by the local bargaining organization In the consultation required by 
this paragraph. 

(b) The district school board shall Implement the evaluation process that 
Includes: 

(A) The establishment of Job descriptions and performance standards 
which Include but are not limited to Items Included In the Job 
description; 

(B) A preevaluatlon Interview which Includes but Is not limited to 
the establishment of performance goals for the teacher, based on 
the Job description and performance standards; 

(C) An evaluation based on written criteria which include the perfor- 
mance goals; and 

(D) A post-evaluation Interview In which (1) the results of the 
evaluation are discussed with the teacher and (11) a written 
program of assistance for Improvement, If needed. Is established. 

(c) Nothing In this subsection Is Intended to prohibit a district from 
consulting with any other Individuals. 



581-22-715 Personnel Policies 

(1) Personnel Policies 

(a) The school district shall adopt. Implement and maintain personnel 
policies and plans In compliance, where applicable, with Oregon 
Revised Statutes and Oregon Administrative Rules, Including: 

(A) Affirmative action, 

(B) Staff development, 

(C) Equal employment opportunity, 
(0) Evaluation procedures, and 
(E) Employe communication system. 
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(b) Personnel policies shall be accessible to any school employe and 

notice of their availability to the general public shall be published: 

(A) A current copy shall be accessible In each school office and 
library; and 

(B) Any organization which represents employes of the district shall 
be furnished a copy and revisions as they are made. 



581-22-606 Instructional Program 

The school district shall maintain a process for evaluating and Improving 
Instructional programs. It shall: 

(1) Assess stuvJent performance annually In reading, writing and mathematics 
In at least two elementary grades and one secondary grade; 

(2) Assess student performance on selected program goals In at least language 
arts, mathematics, science and social studies In two elementary grades 
and one secondary grade, prior to the selection of district textbooks and 
other Instructional materials under rule 581-22-520 of these standards; 

(3) Utilize appropriate measurement procedures In making such assessment and 
report results to the community; 

(4) Identify needs based on assessment results and establish priorities for 
program Improvement; and 

(5) Make needed program Improvement as Identified In the needs Identification 
process. 
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APPENDIX B 



Definitions 

Although a wide army of activities support the continued staff development 
of school personnel educators do not appear to have an agreed-to terminology 
for discussing such activities. After careful consideration, a language was 
adopted for eight essential terms. These are defined briefly In the para- 
graphs that follow. 

1. STAFF DEVELOPMENT Is tfte gradual and continuing process of accumulating 
the knowledge, skill and sensitivity needed to function effectively In 
specified roles 1p particular school settings, commencing with entry to 
an approved preparation program and terminating with retirement. The two 
major phases of professional development Involve growth that occurs prior 
to assuming a position and growth that occurs after assuming such a 
position. 

2. INITIAL STAFF DEVELOPMENT Is the acquisition of the knowledge, skill and 
sensitivity needed to perform effectively upon entry to a particular role 
within the schools. Generally speaking, programs leading to an Initial 
level of professional development are offered by Institutions of higher 
education and Involve c core of work In the liberal arts and sciences, 
basic studies In the disciplines, basic studies In the profession, and 
supervised field experiences In schools. Similar preparation for non- 
certificated personnel ^111 depend on the kind of position. 

3. CONTINUED STAFF DEVEL0PI1ENT Is the acquisition of new and advanced 
knowledge, skill and seisltlvlty that enhance performance subsequent to 
entry Into employment. Continued development occurs through both Informal 
and formal learning experiences. Informal learning experiences Include 
reading, exchange with colleagues, attendance at professional meetings, 
and on-the-job experlerces generally. Formal learning experiences are 
usually of two kinds: Inservlce studies and advanced studies. 

4. STAFF GROWTH STUDIES are the learning activities that are designed to 
enhance Job performance within a particular school setting. Generally 
speaking, service stitdles are des1»^ned to satisfy specific staff develop- 
ment needs within a district or a state, and usually are sponsored by a 
local district, a state agency or a professional association. Some 
Inservlce activities may be ac epted by Institutions of iilgher education 
for advanced certification or advanced degrees. Some districts also 
provVe their own system of "credits" for Inservlce studies and advanced 
studies. 

5. ADVANCED STUDIES are the learning activities that update and expand the 
knowledge, skill and sensitivity employees bring to a school and com- 
munity. Generally speaking, advance studies are designed to keep 
employees abreast of current developments In their field of employment 
and enhance the conceptual and theoretical base from which they operate. 
Programs of advanced study usually are offered by Institutions of higher 
education, and usually lead to an advanced certificate, an advanced 
degree or an advanced license. 
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EFFECTIVE JOB PERFORMANCE 1s the determination of the way In which an 
employee of the district carries out the assignment as described In the 
district-approved Job description. This Is based on a planned program 
adopted by the district board that Is consistent with the statutes and 
rules of the state and the findings of the courts. (See Aopendix A.) 

IMPROVEMENT OF EXISTING PROGRAMS Is a basic factor In the efforts to 
arrive at higher levels of excellence. It requires that the district 
develop and adopt plans and procedures for their Implementation that will 
appraise the effectiveness of the present program, the needs of the stu- 
dents and staff and an awareness of the present status of the research 
related to program Improvements. 

IMPLEMENTATION OF A NEW PROGRAM Is the development of a maximum feeling 
of "ownership" on the part of those who will Implement the new activities. 
As staff have shared In the development cf the program and the manner In 
which It Is to be appraised, so will they be more c;ager to take part In 
Its ;ise and have an Interest In Its success. All plans should have built 
In a plcn for starting It. appraising It and changing It as needed after 
a period of use. 



27 

20 



APPENDIX C 



Sample Model Pol lev for a District/School Staff Development Program 

It 1s the policy of the district board to provide a complete program for 
staff development for all employees. The program shall give appropriate 
attention to the district curriculum Improvement program. The superintendent 
Is assigned responsibility for the development. Implementation and evaluation 
of the program. 

The program shall give attention to: 

a. The use of all levels of employment and the Involvement of represen- 
tatives from each level In plannInQ and appraisal. 

b. The recruitment t employment and assignment of employees. 

c. The use of an orientation program for all new employees, both begin- 
ners and experienced personnel, and all those given new assignments 
In the district. 

d. The wellness of all employees. 

e. The activities designed to adjust curriculum content and Instructional 
methods, and meet the Individual needs of employees. 

f. Providing a regular appraisal of program effectiveness and a process 
for making any necessary changes. 
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APPENDIX E 



Sources of Assistance 



There are several sources from which a district may get assistance for the 
development of programs and ways to Implement the planned activities. They 
Include but ure not limited to: 



The Oregon Department of Education 

The professional subject organizations; i.e., Oregon Council of Teachers 
of Mathematics, Oregon Industrial Arts Association, etc. 
The professional organizations; i.e., OEA, COSA, Classroom Teachers 
Association, OFT, OSBA, OACE, etc. 

Consortia; I.e., Interagency Council, Valley Education Consortium, 

Continuing Professional Development Council (CPD), etc. 

Support clusters; I.e., Education Service Districts, Career Education 

staff at ESDs, etc. 

Local school districts: 

Salem Public Schools 

Beaverton Public Schools 

North CloCkamas Schools 

Centennial Public Schools 



Districts In other states: 



Upper Perklomen School D1str1ct--Staff Development Program- emphasizes 
Instructional skills; East Greenville, Pennsylvania 

Dupage High School D1str1ct--"prograin promotes employee health and 
morale"; Villa Park, Illinois 

Toledo PubMc Schools--"The Toledo Plan: Supervision, Evaluation, 
6oa1-Sett1ny"; Toledo, Ohio 
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CHECKLIST FOR EVALUATING THE STAFF DEVELOPMENT PLAN* 



1. Employees participate In decisions. 

2. Administrators are involved In training. 

3. Adequate time Is provided for planning, 
practicing and problem solving. 

4. District administrative support Is 
evident and visible. 

5. learning expectations are clearly 
stated. 

6. Training Includes demonstration and 
practice. 

7. Training content Is focused on Improve- 
ment of an Instructional program. 

8. Training adheres to principles of 
adult learning. 

9. Training Is extended over a period 
of time. 

10. Employees observe each other In 
applying learnings (coaching). 

11. Regular meetings occur frequently that 
focus on practical problems. 

12. The staff development program Is compat- 
ible with the realities of work at the 
building level. 

13. The district has a checklist similar 
to this form. 



Yes No Need To 

Check 



*Note: Research Indicates that these Items are ranked In order of 
Importance. 



" 31 



ERIC 



